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THE RELATIONSHIP BETWEEN KNOWLEDGE OF TEAMWORK, SATISFACTION,
AND PERCEIVED PERFORMANCE EFFECTIVENESS AMONG
PROFESSIONAL HUMAN SERVICE TEAMS

Sonya Monroe-Clay, Ed.D.
Western Michigan University, 1981

This study investigated the relationship between knowledge of
teamwork, performance, and satisfaction in members of human service
teams.

Team Knowledge was conceptualized as encompassing four criti

cal areas :

Personal-Interpersonal, Team Environment, Team Leadership,

and Team Processes.
Research findings in the literature point to certain general
benefits of the team model.

Nevertheless, some teams are dysfunction

al, which may be reflected in poor performance and low morale or sa
tisfaction.

Lack of knowledge about teamwork was identified as a

possible contributor to such problems.
A major hypothesis of the present study was that there is a di
rect relationship between team knowledge and satisfaction, team know
ledge and perceived member performance effectiveness, and between
satisfaction and perceived member performance effectiveness.

The

following questions related to team performance, team member satisfac
tion and teamwork knowledge were investigated:
1.

What levels of satisfaction do team members experience in

the areas of the work of the team, team leadership and relationships
with fellow team members?
2.

What relationship exists between teamwork knowledge and effec

tiveness of team members?
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3.

What relationship exists between team member performance and

satisfaction?
4.

What areas of teamwork knowledge are related to effective team

performance?
5.

What areas of teamwork knowledge are related to team member

satisfaction?
Eight human service teams, comprising thirty-eight members, parti
cipated in the study.

The subjects completed a Team Knowledge Survey,

a Team Member Performance Self-Assessment instrument, and the Job Des
criptive Index (JDI).

Team Leaders completed a Leader Assessment meas

ure of overall Team Performance.

The Team Knowledge Survey was designed

to measure team member knowledge in the four critical areas.

A self-

assessment of performance was obtained through the Team Member Perfor
mance Self-Assessment.

Three of the four JDI scales were employed to

measure satisfaction with the work of the team, with team leadership
and with other members of the team.
Possible relationships between knowledge and performance, know
ledge and satisfaction, and performance and satisfaction were examined
through use of the Pearson product-moment correlation coefficient.

The

independent variable was team knowledge and the dependent variables were
performance and satisfaction.
Team members were distributed in the middle to moderately high end
of the range on knowledge scores; performance scores tended to fall
within the middle of the range.

There was a tendency for satisfaction

scores to be negatively skewed.

Members appeared to be relatively more

knowledgeable in the Team Environment area.
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No statistically significant relationships were found between
global knowledge scores, or the subscores in the critical areas of
team knowledge, and the performance or satisfaction scores.

It was

suggested that certain unmeasured moderator variables intervened be
tween the knowledge of individual team members and their performance
and satisfaction.

Therefore, any relationships among the variables

investigated in the present study may be indirect.
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CHAPTER I

STATEMENT OF THE PROBLEM

Then Ellashlb the high priest rose up with his brethren
the priests, and they builded the sheep gate; they sanc^
tified it, and set up the doors of it...,But the fish
gate did the sons of Hassenaah build, who also laid the
beams thereof, and set up the doors thereof, the lock
thereof, and the bars thereof.
The above quotation from the book of Nehemiah, Chapter III,
verses one and three of the King James version of the Holy Bible, des
cribes a portion of the work of Jewish men and women who participated
in the rebuilding of the temple of Jerusalem.

Even before those an

cient times, and up to and including the present, people have accom
plished most of the necessary tasks of living through the vehicle of
such small face-to-face groups or teams (Hyde, 1979; Cartwright and
Zander, 1968; Thelen, 1954; Dyer, 1977).
During the last three or four decades, much has been written about
small groups, group processes, and work groups.

Common threads in the

literature, beginning to come together, have made it possible for re
cent writers to conceptualize certain characteristics, common to a
team or work group.

One such writer defines the team as follows;

A team is a group of people each of whom possesses
particular expertise; each of whom is responsible for
making individual decisions; who together hold a
1
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common purpose; who meet together to communicate,
collaborate, and consolidate knowledge, from which
plans are made, actions determined, and future de
cisions influenced.

(Brill, 1976, p. 22)

Others in the fields of social work (Briggs, 1973, p. 4), scien
tific research (Luszki, 1958, p. 10), and management (Varney, 1975,
p. 198) define teams in ways similar to Brill.

Often in business and

industry the concept of work group is utilized and defined in essen
tially the same fashion as that of team (Likert, 1961; Cummings, 1978).
The commonalities in these definitions are readily visible from a re
view of this literature.

They include:

1.

A group of individuals with

2.

Differential expertise, and

3.

Common purpose, who

4.

Collaborate through a

5.

Communication process.

The early face-to-face work groups, as well as our modern work
groups or teams, met these criteria for being a team.

In this study

the terms work group and team are used interchangeably.

Historical Perspective

Industrialization was accompanied by a general decline in the
small work group.

From the 18th century into the 20th, inventions

such as the cotton gin, the conveyer belt, the power loom and count
less other mechanical devices made it possible for profitable work to
be accomplished by large groups of men and women with minimal inter-
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action among them (Garner, 1977, p. 31).

Until recently, this assembly

line model, rather than the small work group, epitomized the modern
industrialized nation (Weil, 1952, p. 60).
A different pattern of work existed for the professions.

Until

recently, the oldest of the professions, medicine, law and education,
have tended toward individualism in the delivery of their services
(Arikado, 1975; Kane, 1975; Hill, 1975).

The development of "new"

professions, in addition to the emergence of specializations in human
services, brought about problems of overlap, duplication, territorial
exclusiveness, and a view of clients from a narrow, piecemeal perspec
tive, rather than from a wholistic one (Wilensky and Lebeaux, 1968,
p. 316).

Practitioners working on bits and pieces of an individual

or family problem began to encounter one another through their shared
clientele.

Duplication of services, flooding of consumers with multi

ple helping persons, inefficiency and waste were recognized as growing
obstacles to effectiveness.

Processes such as referral, consulta

tion, and collaboration were quickly invoked as practitioners attempted
to eliminate the negative consequences of specialized human services
(Brill, 1976).

Staff and interagency conferences, boards, task forces,

and committees worked together on a wide variety of individual, group,
and community problems (Cox, et al., 1974).

One outgrowth of such

efforts involving collaboration, coordination, and consultation was
interprofessional teamwork (Brill, 1976; Blake and Mouton, 1963).
In scientific research, government, business, industry, and in the
human services, the team has become the preferred work mode (Anderson,
1974; Kane, 1975; Wagner, 1977; Zander, 1977),

Teams of all types are

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

4
utilized, be they interdisciplinary or intradisciplinary, permanent
or temporary, with and without formal structure, leaderless or with a
leader, composed of only professionals or including non-professionals
and para-professionals.
It has been this very popularity of the team approach which has
helped to create problems for workers and clients alike.

Many writers

in various fields note that, although there has been a proliferation
of teams as vehicles of service delivery, it is not a well formulated
or tested approach (Kane, 1975; Frank and Hackman, 1975; Cummings, 1978),
In her review of 229 articles on team practice in health and human
service settings, Kane identified problems of incongruent role expec
tations, poor communication, a sense of territoriality and negative
feelings about loss of autonomy.

The years of habit and training in

competitive individualistic behavior are difficult to overcome.

These

experiences together with a lack of purposeful preparation for working
in teams at the preservice and inservice level, contribute to the lack
of knowledge and a consequent lack of skill found in many persons who
are members of teams (Boles, 1975).
Searches for useful information for her own work with teams brought
the researcher familiarity with major writers, but there were many gaps
in this material.

A primary source of motivation for this study, there

fore, was the desire to acquire more knowledge about teamwork, and a
belief in the efficacy of teams in community work, teaching, medical
care, and social service systems.
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Focus of This Study

Work groups or teams are utilized as one approach to increasing
performance effectiveness and satisfaction.
far short of these goals.

However, they often fall

Experts in the field agree that there is

still much to learn about why some groups are successful, while others
are not (Hackman, 1976).

Many believe that a major problem contribu

ting to serious difficulties in team functioning is the lack of suf
ficient teamwork knowledge on the part of team members.
Several questions emerge, the answers to which should add to our
understanding of team member performance, satisfaction, and team know
ledge;
1.

What levels of team knowledge do human service team members

possess?
2.

What levels of satisfaction do team members experience in the

areas of the work of the team, team leadership, and relationships with
other team members?
3.

What performance levels do team members perceive themselves

as achieving?
4.

What relationship exists between team knowledge and perfor

mance?
5.

What relationship exists between team knowledge and satis

faction?
6.

What relationship exists between team member performance and

satisfaction?
7.

What areas of team knowledge and related to effective team

performance?
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8.

Can an instrument be developed which will accurately distin

guish between team members who are knowledgeable and those who possess
little or no team knowledge?
This study attempted to provide answers to these questions.
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CHAPTER II

REVIEW OF SELECTED RELATED LITERATURE

This study was conducted for the purpose of identifying and de
scribing what members of human service teams know about teamwork,
and the relationship between the level of that knowledge and the
self-assessment of their performance and satisfaction as team members.
To that end, this chapter presents a review of the literature related
to the major issues of the study:

(a) the benefits attributed to the

team model, (b) problems in teamwork, (c) team knowledge,

(d) team

member satisfaction, (e) team member performance, and (f) possible re
lationships between team knowledge, performance, and satisfaction.

Benefits Attributed to the Team Model

Many writers in the physical sciences, social and psychological
sciences, business, and the human services indicate that workers on
teams tend to have higher levels of satisfaction andperformance than
those working as individuals on the same jobs.
Porter, et al. (1975) note that the social psychology literature
supports the view that there is a need for individuals to have some
involvement with others in groups or organizations.

Without the bene

fit of groups, they assert that it is difficult for an individual to
arrive at meaningful interpretations of changes or events which take
place in the organizational setting (p. 370).
Wigtil and Kelsey (1978) point

out that the main purpose of

7
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teaming is to facilitate problem-solving, maximize the utilization of
skills, competencies, interests, and resources toward organizational
goals, improve the planning and decision-making process, and provide a
natural forum for conflict resolution (p. 412).
Burke and Kleiber (1976) encourage the use of teams in school
guidance work.

They state that the "horrendous problems encountered

in sports and throughout our society are, in part, due to the unprin
cipled expansion and virtual domination of our lifestyles by the spirit
of competition" (p. 63).

They cite the work of Sherif (1967) who

demonstrated that competition among normal eleven year old boys results
in mistrust and interpersonal hostility effective teamwork requires
cooperation rather than competition.
In contemporary business and industry, management, especially
middle managers, face a great deal of uncertainty.

Applebaum (1977)

believes that this uncertainty can be overcome through teamwork ap
proaches.

He states that the interdependence and openness of such

managerial teams contributes to a climate of achievement in organiza
tions.
Cummings (1978) discusses the historical and theoretical perspec
tive of self-regulating work groups of teams.

He notes that socio-

technical systems theory was conceived at the Tavistock Institute of
Human Relations in London, England, as an approach to designing organi
zations at the people and technology interface.

This theory focuses

on the interdependencies between and among people, technology, and
envlroiment.
outcomes.

Improved productivity and human enrichment are expected

Research done at the Institue supported the team model.
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Evidence was obtained of better results when the work is organized by
teams of workers and the social system of the organization is built
on a work group basis (Rice, 1958).
In his very detailed and explicit article, Gyllenhammar (]977)
the president of Aktievolaget Volvo in Sweden, enthusiastically de
scribed the success of the work teams which were introduced to replace
the traditional automobile assembly line.

In Belgium, television

manufacturers found the same type of increased production and effi
ciency with the team model (Oates, 1974).
Patten (1979) notes the use of team building in many organiza
tions as an organizational development technique to increase employee
satisfaction and overall effectiveness.
The introduction of the team model with the Dairy Council of
California public relations staff brought about a more effective plan
ning system, better control, and increased performance (Tucker, 1978).
In education, similar positive effects of the team model are de
scribed.

During the early 1970's, a major project involving 38 schools

from five states focused on the results of team teaching.

Investiga

tors asked several research questions, including one concerning the
endurance over time, of changes in teacher behavior following the im
plementation of team teaching.

Schmuck, et

al. (1977) found that commu

nication among teachers in these projects was greater, actual teaming
occurred more frequently, and teacher groups were more involved in mak
ing decisions about school and classroom matters.
Arikado (1975) states that there are many claims in education
that team teaching is superior because:

(a) teachers are more
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efficient, (b) individualization of instruction is facilitated,
(c) the quality of instruction is enhanced as a result of teacher
interaction,

(d) students are evaluated more accurately, and (e)

weaker and less experienced teachers gain from their stronger col
leagues (p. 26-27).
Supporting Arikado*s comments, Tway (1976) asserts that teams are
not only good for teachers, but "peer teaching" or the use of pupil
teams is effective.

She found that the creative writing of elementary

school children could be enhanced through an interpersonal process.
Tway states that this team effort, "feeds the personal process.

With

interpersonal foundations, the personal process becomes richer and
the product is enhanced" (p. 595).
The Albuquerque Indian School instituted advisor teaming during
the changeover from Bureau of Indian Affairs control to the All In
dian Pueblo Council control.

There was minimal staff resistance,

improved morale, and overall observable positive effects (Winterton,
1978).
Students in "Student Learning Teams" were found to have higher
academic achievement, peer support for academic performance, liking
of others, and more friends than the individual students in an ex
periment on the effect of teams vs. no teams in high school English
classes (Slavin, 1977).

College students have also been found to

perform better in courses through the use of a peer monitoring tech
nique (Fraser, Kalem, et al., 1977).
Writing about school social work, Anderson (1974) describes the
development of a team model for school social work.

The researcher

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

11
worked with staff attitudes toward inmates, work assignments, and other
staff, and with inmate attitudes toward staff and living and program
assignments.

It was negatively associated with staff punitiveness, role

conflict and inmate alienation (Hepburn and Albonetti, 1978).
Research on health care teams demonstrates that teams take more
risks and respond to the total client more than practitioners who de
liver services on an individual basis (Wagner, 1977).

When public health

nurses in Royal Oak, Michigan instituted the team model, they found im
provements in the continuity and spread of services to the total commu
nity, reduction of nursing staff and school personnel frustrations, and
better understanding of their role by the community (Maroldo, 1974,
p. 518).

Problems in Teamwork

It is clear that the team model has been embraced by many as a
means for improving both performance and satisfaction in a wide variety
of human service and other organizational settings.
occur in teamwork.

Yet, problems do

As a result, many people firmly swear by the old

saying that "if you want something done properly, it is best to do it
yourself."

Buys (1978) seems to be one of these pessimists.

Following

his review of social psychological research on small groups, he concludes
that the negative consequences of group membership outweigh any possible
benefits.

He states that the detrimental effects include deindividua

tion, anonymity, diffusion of responsibility, poor modeling, groupthink,
and panic.
Although not as negative as Buys, Brill (1976) writes about the
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various difficulties which can occur with teams, pointing out that,
traditionally, human service workers have not been well equipped for
collaborative efforts and team practice.

They have internalized the

dominant American value system with its emphasis on personal achieve
ment.

Recognition is given to interdependence as a basic essential of

living and working.

But, this is more often lip service, rather than a

reflection of real life in the workplace.

In practice, the models that

have developed for service rest strongly on the relationship between
the worker and the individual client, patient, or student.
Among other things, teamwork requires cooperation and group oriented
behavior.

The team member, states Brill, must gain satisfaction in doing

"for" or "on behalf of" rather than "with" clients, and in facilitating
the achievement of fellow workers (pp. 32-34).
In a review of 229 articles on team practice in health and human
service setti?. gs, Kane (1975) identified problems of incongruent role
expectations, poor communication, a sense of territoriality, and nega
tive feelings about loss of autonomy.

She observes that training for

teamwork is often carried out in human service agencies, since it is re
cognized that the personnel of the various disciplines have not been pre
pared beforehand for this type of collaborative effort.

She indicates

that, for students of the human service professions, there are few exem
plary models for team practice.
In education as well as in the human services, professionals tend
not to be prepared at the preservice level for teamwork.

Pryszwansky

(1977) asserts that preservice training of educational support service
professionals in the facilitation of collaborative relationships
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requires serious attention; and should include systematic didactic as
well as practical training in order to improve performance.

Teacher

training, for the most part, has developed an individual for the selfcontained classroom setting.

Most team teachers have received neither

education for team collaboration nor training in interpersonal skills
(Arikado, (1975).
Many teachers dislike team teaching arrangements because team
leaders are often chosen with little regard for their ability, leader
ship qualities or tact (Hechinger, 1976).

Problems in team teaching

also include personality clashes instead of colleague support, and
time wasted in long, unproductive team meetings (Wigtil and Kelsey,
1978).
Boles (1975) found that some school administrators may try to intro
duce the team concept and implement it with management by objectives
without either concept being understood by "team" members.

Watkins

(1977) saw similar problems in the team approach to school administra
tion.
Walsh, et. al.

(1975) maintain that if interdisciplinary teams are

to be successful in solving broad societal problems, academicians and
practitioners must be cognizant of the interdependence of the disci
plines.

The implications for preservice education seem clear.

Lack of Teamwork Knowledge

Perhaps many, if not most of the problems mentioned above, are
in part due to lack of a well organized and integrated theoretical frame
work for teamwork.
Although there is a beginning recognition of the problem of lack of
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teamwork knowledge on the part of team members, preparation for team
functioning, nevertheless, still has a hit-and-miss quality about it.
There is no strong empirical base to support the advocates of various
approaches such as sensitivity training or human relations skill build
ing (Hackman, 1976).
Johnson and Hunger (1972) found that an excessive turnover rate in
employment counselor teams was partly due to inadequate attention to
developing and instilling the team concept.

The failure that often

occurs in job enrichment programs for semi-autonomous work groups was
attributed to the lack of work group theory on the part of leaders
and participants (Frank and Hackman, 1975).

Hackman (19 76) also points

out that there is little understanding of how to measure those charac
teristics of people which will directly affect their ability to function
on a team.
Cummings (1978) states that existing evidence suggests that self
regulating work groups or teams are productive and satisfying.
current knowledge is limited mostly to their overall effects.

However,
Conse

quently, organizations frequently apply self-regulating work group or
team designs inappropriately.

Confusion, unintended consequences, or

failure may occur, with little or no comprehension of the reasons for
such outcomes.

Like Hackman (197 6), Cummings noted that literature in

the area is rather fragmented, making it difficult to develop a coher
ent theory of self-regulating work groups.
The years of habit and training in competitive individualistic be
havior are difficult to overcome.

These experiences together with a

lack of preparation for working in teams at the preservice and inservice
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level, as well as the gaps in theory, contribute to the lack of know
ledge and a corresponding lack of skill found in many members of teams.
Nevertheless, there is an emerging body of knowledge which can be uti
lized to bring about positive gains for human service practitioners
who are, and no doubt will continue to be, engaged in teamwork.

Team Knowledge

From the literature it is apparent that small group research has
significantly contributed to what is known about how teams function
(McGrath and Altman, 1966; Hare, et. al., 1965).

Much of this re

search is of an experimental nature, yet it provides meaningful in
sights.
Industry has produced a good deal of relevant research on work
groups or teams in their natural work environment (Vroom, 1964; Porter
and Lawler, 1975; Likert, 1961; Cummings, 1978).

The literature on

group dynamics (Cartwright and Zander, 1968; Thelen, 1954; Lewin,
1958), and organizational theory and dynamics (March and Simon, 1958;
Lawrence, 1958; Zaleznik and Moment, 1964, Katz and Kahn, 1966; and
Bass and Deep, 1972).
In addition, useful information for effective teamwork has come
from the sociology of professions (Parsons, 1951; Merton, 1950); com
munications (Rogers, 1976; Hall, 1969); research (Campbell and Stanley,
1963); evaluation (Stufflebeam, 1973; Provus, 1971); adult learning
(Havighurst, 1952); leadership theory (Gibb, 1967; Fiedler, 1968);
anthropology (Kluckholn, 1953); decision making (Schein, 1969); problem
solving theory (Maier, 1963; Klein, 1956); systems theory, especially
open systems (Parsons, 1951, Merton, 1957); clinical areas of social
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work (Perlman, 1959; Hollis, 1964), psychology (Heider, 1958;
Maslow, 1970); counseling (Adler, 1964); and T-group and sensitivity
group literature (Rogers, 1969; Argyris, 1964; Lippitt, 1969).

The

community organization (Cox, et a l., 1974) and community development
(Grosser, 1965) literature has also provided information which teams
can utilize for greater effectiveness.
In spite of the available literature and the many studies on task
groups or teams there have been few attempts to integrate this material
into a meaningful whole toward a theoretical construct of teamwork.

Two

writers, Kane (1975) and Brill (1976) have made significant steps in
this direction.

Both have made progress toward synthesizing this in

formation on teamwork into a gestalt, approaching it from a wholistic
and a generic perspective as well.
Writing about teams in the human services. Brill (1976) succinctly
describes team knowledge as comprising three major area:
1.

Knowledge of self in relationships with others;

2.

Generalized knowledge relating to social and group dynamics;

3.

Specialized knowledge in a particular area of expertise

and

(p. 140).
In a similar fashion, Kane (1975) suggests that effectiveness as a
team member requires knowledge and skills in the areas of :
process,

(b) problem-solving processes,

tics of professional groups,
themselves.

(c) evaluation,

(a) group

(d) characteris

(e) communication, and (f) team processes

In addition, she describes certain attitudes which should

be possessed by an effective team member.

She lists self-confidence.
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willingness to share and to trust; tolerance of disagreement; openness;
flexibility; and research-mindedness (pp. 21-22).

In describing the

latter attitude of research-mindedness, Kane seems to be particularly
concerned that the team member be receptive to the need for testing
and evaluation of different patterns of teaming in order to achieve
optimal arrangements for teamwork.
The writers noted earlier in this chapter have provided back
ground for the conceptualization of teamwork knowledge which is utilized
in this study.

As synthesized from the literature and from personal

experiences working with teams, the investigator has identified the fol
lowing broad areas of teamwork knowledge:

(a) personal and interpersonal

knowledge, (b) team environment knowledge,

(c) team leadership knowledge,

and (d) team process knowledge.
The researcher views a knowledgeable team member as one who posses
ses cognitive awareness and understanding of teamwork elements, attitudinal and value orientations which support effective teamwork, and who
demonstrates mastery of appropriate teamwork skills.
In the following pages, the team knowledge components will be de
scribed .

Personal-Interpersonal Knowledge

In this area is included among others, a general knowledge about
human growth and behavior.

It also includes an awareness of one's own

personal biases, decision-making and problem solving styles, needs for
achievement, recognition, or creativity, and affiliative or non-affiliative preferences.

Involved in this area also are attitudes toward
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teamwork in general, the impact of professional training upon one's
orientation to others, and competence in requisite task and team main
tenance skills.
The Personal-Interpersonal area of teamwork knowledge includes in
formation about the influence on performance of friendly vs. unfriendly
relations, and the value of interdependence among professional disci
plines (Walsh, et al., 1975).

Also included is such knowledge as the

requirement of a range of skills encompassing all the competencies needed
for the overall team task (Rice, 1958).

Understanding that a wide skill

range which is spread among team members facilitates communication with
in the team, is also important knowledge (Sexton and Chang, 1977).
Another illustration of personal-interpersonal knowledge is awareness
that work groups with high peer group loyalty tend to have more favor
able attitudes toward production than those with low peer group loyalty
(Likert, 1961).
Selected major elements and research findings in the PersonalInterpersonal knowledge area are presented in Table 1.

Team Environment Knowledge

In this knowledge area are such elements as the need for a strong
team system structure, characterized by clarity of roles and responsi
bilities (Maher, 1973; Hackman, 1976; Whitaker, 1975; Sarbin and Allen,
1968).

Knowledge about the effect on the team of the host organization,

the community, or other external systems, is also an important team en
vironment knowledge component.
Awareness of alternative team models and their uses is another
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Personal-Interpersonal Knowledge Area
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Group participants taught to react
in more successful ways in problem
solving situations are more asser
tive in groups, more supportive of
other members, of group cohesiveness,
and of their own personal input.

McMahill (1978)

Effective interaction of work groups
is, in part, defined in terms of
ability and willingness to partici
pate in discussion related to work
at hand; and the ability and willing
ness to accept certain kinds of mis
takes and participate in searches
for the means of recovering from
them.

Moore (1974)

Compatibilities between the indivi
dual’s life style, work group struc
ture, among co-workers, and between
superiors and subordinates are posi
tively related to various job satis
faction dimensions.

DiMarco (1975)

There appears to be a need-complementarity attraction relationship among
members of work groups.

Haythorn (1968)
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High risk takers exposed to train
ing involving structuring of spe
cific behaviors, are more involved
in self-disclosure and interpersonal
feedback than low risk takers.

Evens en and
Bednar (1978)

Objectives, competencies relevant
to the task, and trust are key to
effective group functioning.

Bechtol, et al., (1976)

The performance of high achievers
is significantly related to satis
faction and job involvement, but
not that of low achievers.

Steers (1957)

Team members must be confident and
secure; be able to communicate with
clarity, their own role to other
disciplines on the team.

Hill (1975)

Individuals whose personalities are
not disposed to cooperative plan
ning are not good candidates for
team membership.

Colman & Budahl (1973)

Team members must be open to feedback
about his/her behavior, aware of own
needs, and attitudes toward other
people.

Brill (1976)
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Members who perceive themselves as
being on teams which are balanced
(participation and influence is
shared equally) report significantly
greater satisfaction than those per
ceiving selves on unbalanced teams.

Arikado (1976)

Motivation

Under conditions of high individual
motivation, all aspects of team or
organizational achievement (produc
tivity, cohesiveness, and morale)
and positively correlated.

Stogdill (1963)
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aspect of team environment knowledge (Nixon, 1976; Browning, 1977).
This category also includes knowledge about the impact of certain de
mographic factors on team performance and/or satisfaction (McGrath
and Altman, 1966; Hare, et al., 1976).

Table 2 depicts selected major

elements and research findings in the team environment knowledge area.

Team Process Knowledge

This knowledge area contains elements such as small group dynamics
(Cartwright and Zander, 1968; Thelen, 1954).

In addition, are included

different approaches to the process of decision-making (Patton and
Giffin, 1978; Lippitt, 1969; Nutt, 1974); communication skill areas
(Rogers, 1977; Goffman, 1961; McCroskey, 1968); problem-solving processes
(Lewin, 1958; Goodman and Crouch, 1978; Brill, 1976); and knowledge
concerning team evaluation (Bales, 1950; Stufflebeam, 1973; Forman and
Richardson, 1977).

Table 3 presents major aspects of team process

knowledge and selected research findings in that area.

Leadership Knowledge

The leadership knowledge area and research findings are depicted
in Table 4.

Among the elements in this area is the ability to coordi

nate and integrate the styles and efforts of others (Forman and Richard
son, 1977).

Also included is leader awareness and understanding of all

the team processes (Brooks and Conrad, 1973; Lang, 1977; Cummings, 1978).
A democratic approach to leadership of the team is also one of the ele
ments in this area (Brill, 1976).
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Conflict Utilization

Emphasis should not be on the pre
vention of conflict, but on de
veloping useful responses to it.

March (1965)

Cooperation/Competition

Competition eradicates successful
tendencies toward cooperation.

Goodman and Crouch
(1978)
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People cooperate when:
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b. The rules of the situation
require them to achieve a goal in
nearly equal amounts.
c. They perform better when the
goal can be achieved in equal
amounts.
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In a mature group, there is eager
ness to help each member develop to
his full potential.

Likert (1961)

Team successes tend to encourage a
greater desire to share among mem
bers .

Nixon (1976)

Two people will be more attracted to
each other, the more similar their
evaluations of objects in their com
mon environment.

Heider (1958)

Groups which are highly cohesive will
tend to be more productive, unless
the members have agreed upon a lower
production rate.

Hare (1976)

Persons who are familiar with each
other do not have to spend as much
time on status problems.

Van Zelst (1952)

Team building must involve helping
the group to gain control over the
often implicit process of discritionary stimuli influences on norms and
behavior.

Porter, et al. (1975)
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Communication on a team must focus
on the development of a common
language, not only in terms of the
words, meanings, nonverbal modes,
but the norms around these meanings
as well.

Brill (1976)

Small group norms or values such as
"participation" may not have the
same meaning cross-culturally.

Golembiewski (1965)

Professional students respond posi
tively to interprofessional learn
ing when they understand its
rationale.

Kane (1975)

Social occasions can be used con
tinuously to enhance the team
bonding process.

Hyde (1979)
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Team members need to be kept well
informed of what is going on,
through informal as well as formal
methods.

Forman and Richardson
(1977)

Each member needs to be aware
of the team game plan, which
should be worked out by the
entire team.

Ibid.
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When group members can freely
choose work methods and adjust
work activity to match task and
environment demands, and have in
fluence over production goals,
they can obtain feedback on group
performance in order to direct
behavior relevantly toward goals.

Cummings (1978)

Autonomy, flexibility, and volun
tarism are likely to produce the
most successful collaborative re
lationships.

Bredo (1975)

Individual team member demographic
differences (sex, age, education.

Johnson and Hunger
(1972)
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etc.) are not significantly re
lated to satisfaction.
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When racial/ethnic composition
is less honogenous, there is a
decline in cohesion on a team.
There is a significant improvement
where complete racial/ethnic
balance occurs.

Johnson and Munger
(1972)

There is a positive association
between homogeneity (both in age
and values) and member satisfac
tion, for the smallest groups
(four or five members), but little
clear association for larger
groups.

Maher (1973)

External Environment

Groups are more likely to be success
ful if they are conducted in an or
ganizational context, in which other
personnel, not involved with the
group, nevertheless accept and sup
port its aims, general procedures,
and value its potential contribution.

Whitaker (1975)

Physical Environment

Good site and facilities result in
enhancement of team effectiveness.

Brooks and Conrad (1973)

System Structure

The clarity with which structure is

Hare (1976)
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perceived, as well as the degree of
influence it can exert over the
group's activity, will be related
to the length of time during which
the structure was developed.
Those with high formal rank in a group
will influence group decisions more
than those with low rank. The ten
dency is more evident in permanent
crews than in ad hoc crews.

Torrance (1954)

Internal organization, if task appro
priate and accompanied by high role
clarity, can facilitate both group
effectiveness and member satisfaction.

Sarbin and Allen (1968)

In teams with a high degree of spe
cialization, it is easy for members to
feel cut off, alienated. There is a
need to meet enough, but not too much,
or at inopportune times, i.e. during
peak work periods.

Forman and Richardson
(1977)

For problems requiring pooled judgments
of a group of people, two approaches
seem best:
a. The nominal group technique in
situations where people are easily
brought together physically around
problems requiring immediate data.

Van de Ven and Delbecq
(1974)
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b. The Dalkey delphi technique,
for problems where the cost of bring
ing people together is high.
Both are more effective than the
conventional discussion group pro
cess.
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Groups with high status consensus
(agreement about member rankings)
are concerned more with group needs;
those with low status consensus,
more concerned with personal needs.

Melnick (1974)

People in smaller teams are more sa
tisfied than those in larger, i.e.
three more than four, four more than
five.

Arikado (1975)
Johnson and Munger
(1972)

Interacting teams combine their dif
ferent specialized skills in an in
terdependent pattern of teamwork;
while co-acting teams have members
who, more or less independently per
form similar or identical tasks.
The team performance level is deter
mined, in the latter, by the sum of
individual efforts.

Nixon (1976)

Work groups with higher performance
and greater human fulfillment will

Nemiroff (1977)
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be those with congruent tasks and
structures.
The greater the task structure, the
higher the team achievement. Achieve
ments tends to increase as task struc
ture is increased.

Naylor and Dickinson
(1969)
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Hare (1976)
Leaders tend to be more accurate in
their perceptions of other members,
structures, and group norms than mem
bers. The accuracy of members increases
if they share the leader's position in
the communication network, or if the
group is homogenous in its traits and
opinions.
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Leaders of teams require skills and
expertise in group dynamics, sociotechnical principles, understanding
of the groups' technology and task
environment, and ability to work with
the group, intervene and develop
members' capacity for responsible
autonomy.

Cummings (1978)

In groups with poor leader-member
relations, there is a highly signi
ficant interaction effect between
leadership style and leader member
relations.

Smith and Stockton
(1972)
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Leaders and members of high per
formance groups are significantly
more satisfied with their fellow
workers, their leader, the dis
cussion and solutions in groups
than those in low performance
groups.

Farris and Lim (1969)

Homogeneity of belief systems
within teams, as well as between
team and leader, is significantly
related to team morale.

Abies and Conway (1973)

Members of teams without formally
appointed leaders are more satis
fied.

Arikado (1975)

Teams whose members had complete
say in selection of leader were
more satisfied than those with
partial say.

Ibid.

When members feel leadership is
equally distributed and shared,
they are more satisfied.

Ibid.

Groups with facilitators trained
in task group structuring out
perform those with untrained
facilitators.

Lang (1977)
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Relationships Between Team Knowledge, Team Member
Satisfaction, and Performance Effectiveness

Earlier In this chapter, literature was presented which clearly
makes a case for the team as a strong model for Improving both perfor
mance and satisfaction of workers.

Furthermore, when dissatisfaction

and poor performance occur In teams, the literature Increasingly attri
butes these negative outcomes to lack of knowledge about teams.
In this section, the concepts of team member performance and sa
tisfaction will be discussed, as well as possible relationships between
these two variables and team knowledge.
Figure 1 depicts the researcher's conceptualization of the rela
tionship between team knowledge, team member performance and team
member satisfaction.

Team Member Performance

Team Member Knowledge

Team Member Satisfaction

Figure 1
The Expected Relationship Between Team Member Knowledge,
Team Member Performance, and Team Member Satisfaction
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Team Member Performance

Writers tend to conceptualize the performance effectiveness of
task groups or teams in two major ways:

(a) overall outcome of team

efforts, or end product, and (b) the quality or success of various as
pects of the teamwork process, such as decision-making, interpersonal
relations, or task-oriented behavior (Patton and Giffin, 1978; Brill,
1976).

For the purposes of this study, the researcher views team per

formance as the level of effectiveness in achieving team goals which
results from the involvement of an individual in a team effort.

It re

flects the team member's knowledge in the areas described earlier in
this chapter; personal and interpersonal, team environment, team pro
cesses, and team leadership.
Many writers appear to share the investigator's belief that know
ledge bears a strong if not direct relationship to performance.
even link knowledge to the motivation to perform effectively.

Some
Accord

ing to Vroom (1964), the ability to perform the task and the amount of
motivation to perform are strong determinants of job performance.
Varney (1975) emphasized the focus on increased understanding of
the role of the team in the overall organization, as well as member
role, knowledge about group processes, and awareness of the positive
use of conflict.

He attributed the ineffective performance of teams

to the absence of such team building efforts, citing several examples
from his own organizational experiences (p. 196).
Porter, et al. (1975) discussed how team building should bring
to a conscious level, an awareness of strategies to identify and
change various dysfunctional group norms and relationship patterns.
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This involves some very explicit cognitive learning, especially when
approaches such as survey feedback are used.

Here, the information on

team functioning, which is gathered through a survey, is fed back to
the team to facilitate their understanding, discussion, and use of it.
This knowledge, in turn, is utilized to improve member performance.
New graduate recruits to Japan's Toho Perlite Company were pro
vided a transitional period, during which they received formal train
ing in manual labor and in team approach theory as well (Clutterbuck,
1978).

Perlite's executives recognized that their staff could benefit

from information about how to work effectively on the teams they would
eventually occupy or lead.
McMahill (1978) found that persons in problem-solving groups who
were taught how to react in more successful ways became more positively
assertive in their groups.

The performance of these individuals was

more supportive of other members and of the cohesiveness of the groups
as a whole, than that of those who did not receive such instruction.
In their 1978 tour of the People's Republic of China, Blake and
Mouton (1979) concluded that the team model, such as that found in
commune farm brigades, was the decisive reason for the high concentra
tion on work output generally found in various work settings.

They

indicate that teams identified as excellent performers, are selected to
serve as emulation models of what can be accomplished through good team
work.

One interpretation of these observations might be that the be

havior and strategies of these "star" teams becomes a part of the
knowledge which other workers must acquire in order to receive re
cognition as good performers.
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Team Satisfaction

In part, focus on the team model actually grew out of the job sa
tisfaction/dissatisfaction research as well as the writing of theorists
such as Maslow (1954), Herzberg (1966), Porter and Lawler (1967), and
Locke (1969).
High industrialization in the modern world produced an abundance
of goods and profits, but also brought along with it many cases of dis
satisfied employees (Garner, 1977; Fromm, 1941; Segal and Weinburger,
1977).

Recognition by industry of these problems prompted many studies

of job satisfaction.

These studies played a large role in the restruc

turing of work so that it could be performed by smaller work groups.
The job satisfaction literature provides useful insights applicable
to team satisfaction.

In fact, one writer, in summing up this litera

ture, states that a major criterion for satisfying work is that of par
ticipative supervision or the arrangement of work so that task goals
can be reached only through group
other words, the

effort

establishment of a team

and internal commitment.
climate

is

one requirementfor

job satisfaction (Scanlan, 1976).
Research on

job satisfaction indicates that it is more closely

linked to intrinsic than to extrinsic factors of work (Drummond, et al.,
1977; Scanlan, 1976).

These intrinsic factors are characteristic of

work that is interesting and challenging, requires responsibility, pro
vides an opportunity for achievement, recognition, and advancement
(Herzberg, 1966).

Hackman (1976) adds that both work effectiveness

and personal satisfaction are enhanced when the following psychological
conditions are present:
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1.

The work is experienced as personally meaningful.

2.

The jobholder feels personally responsible for the work

outcome.
3.

The jobholder has knowledge of the results of the work acti

vities that have been carried out.
Other job or work factors which contribute to satisfaction are the
existence of skill variety, task identity, and task significance
(Hackman, 1976) .
Teams have strong potential for providing work experiences which
have high intrinsic qualities.

The literature cited previously in

this chapter is reflective of this belief in the enriched quality of
work via the team model.
In relation to these intrinsic job satisfaction factors, Hackman
asserts that a translation of them from the individual to the group
level poses no major problem either conceptually or operationally.
Vroom (1964) notes that job satisfaction and job attitudes are
typically used interchangeably, to refer to affective orientations of
the individual to the work role(s) he or she occupies.

Positive atti

tudes are equal to job satisfaction, negative attitudes are equal to
job dissatisfaction (p. 99).

This conceptualization of satisfaction

is suitable for one of the major purposes of this study which is to
determine member satisfaction with the team experience.
Extensive research on the measurement of job satisfaction indi
cates that it relates to different aspects of the work role.

It is

not a global feeling, but relates typically to the work itself, pro
motion opportunities, pay, relations with co-workers, and supervision
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(Smith, et al., 1969).
Since this research focuses on the team experience itself, and
not the entire job, the researcher will confine her investigations of
team satisfaction to the work of the team, relations with fellow team
members, and leadership of the team.

Summary

For the past five to ten years, there has been growing recognition
that when teams have problems, they are frequently due to a lack of
knowledge about teamwork and a concommitant lack of preparation for
the team experience.

Both team member performance and satisfaction

have been linked to this variable of knowledge about teamwork.
This chapter focused on the literature which provided a background
for some understanding of the benefits attributed to the team model,
and the problems in teamwork.
was needed in this area.

It was determined that more research

Writers were also reviewed who provided ma

terial for a conceptualization of team knowledge.

Also presented in

this chapter was the literature exploring possible relationship be
tween various aspects of the team and the performance and satisfaction
of team members.

The acquisition of team knowledge has been identified

by several authors to be a critical factor in effective and satisfying
teamwork.
No writers were found to have investigated possible relationships
between the possession of varying levels of a synthesized conceptuali
zation of team knowledge and the performance and/or satisfaction of
team members.

The purpose of this study was related to this gap in
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the literature, that of the measurement of team knowledge and its
relationship to team member performance and satisfaction.
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CHAPTER III

DESIGN AND METHODOLOGY

This chapter focuses on the design of the study and the procedures
used to conduct it.

Selection and characteristics of the population,

the data collection instruments, and the methods used in the analysis
of the data will also be described.

Population and Sample

Members of human service teams comprised the population for this
research study.

As indicated in the two previous chapters, the team

modality has been in existence for decades in the human service pro
fessions.

Psychiatrists, psychologists, social workers, nurses, edu

cators, physicians, nutritionists, occupational therapists, physical
therapists, speech therapists, and planners are among the host of
human service professionals found to have a history of the use of
teams in the planning and delivery of services.

Teams in this popu

lation, are frequently characterized as interdisciplinary, though
intradisciplinary teams do exist in many human service systems.

Description of the Sample

The sample is composed of members of eight human service teams.
Each team was selected according to the following criteria:
1.

Optimum team size of 4 to 15 members, not including the

leader.
41
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2.

Fits the definition of a team as developed in Chapter One.

3.

Is a mature team, neither in its beginning phase nor termi

nating its existence.
4.

Is a human service team, having as its focus the enhancement

of the lives of its consumers.
The following teams made up the sample for this study:
Team One:

A university faculty team, planning and teaching a graduate
course.

Team Two :

It included one woman and three men.

A staff of seven women, providing a variety of services
for women of all ages, including counseling, educational
advising, financial planning, and crisis intervention.

Team

Three : Five women of varied backgrounds, providing continuing
education and social service programs for young women.

Team Four:

Five members of a local hospital planning a special me
dical facility, including one woman and four men.

Team

Five:

A blood bank team of four women nurses at a local hospital.

Team

Six:

A management team of teachers and community members who
administer an educational project.

It was composed of

four men and two women.
Team Seven:

A curriculum planning team of four nursing faculty women.

Team Eight :

An interdisciplinary team of five men and women providing
services for disabled citizens.

It was necessary that the sample be located in the Kalamazoo area
due to the researcher's inability to travel outside of the city.

Also,

Kalamazoo is a medium-sized city, with a metropolitan population of
about 200,000 which supports an extensive network of human service
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agencies.

Key individuals in human services were contacted.

They pro

vided useful leads on the existence and accessibility of human service
teams in the area (see Appendix A ) .
Leaders of six human service teams contacted by the researcher
did not choose for their teams to participate in the study.

Included

were a team providing family counseling services, a mental health unit
in a general hospital, a community organization team, a team developing
a hospice center, a social work team at a local hospital, and an educa
tional planning team.

These teams included professionals as well as

non-professionals, salaried and volunteer workers, men and women, and
professionals in health, social work, and education fields.

In their

human service orientation, their interdisciplinary character, and in
their ratio of male to female members, these teams were similar to
those in the research sample, except that the latter contained no vol
unteer workers.

Also, more of those teams not participating were en

gaged in the social and emotional counseling of individuals and families.
In contrast, the research sample had a preponderance of health and edu
cation human service professionals.

The Instruments

In order to conduct this research, it was necessary to select or
develop instruments which would measure and provide information on both
the independent variable, team knowledge, and the dependent variables,
team member performance effectiveness and team member satisfaction.

An

existing instrument was found which was believed to adequately measure
team member satisfaction, but no suitable instruments were located for
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use in measuring team knowledge or team member performance.

In addition,

there was no suitable instrument found for the leader assessment of team
performance.

Therefore, it was necessary that the researcher develop

the necessary instruments for collection of data on these two variables.
The following discussion describes each of the four instruments
utilized in this study.

Three were developed by the researcher, and one

was a published instrument.

A copy of each of the instruments utilized

in this study is included in the appendices of this dissertation.

Team Knowledge

The review of the literature on task groups and teams led to the
identification of the following knowledge areas critical to effective
teamwork:

(a) personal and interpersonal behavior and attitudes;

(b) team environment, internal and external;

(c) team leadership; and

(d) team processes.
Since an existing instrument relating to these areas was not
located, the researcher undertook the task of developing an appropriate
instrument, one capable of measuring the amount of knowledge about team
work possessed by individual team members.

It was regarded as desirable

that the instrument distinguish between those who were knowledgeable and
those who were low or lacking in team knowledge.
A pool of 110 items was compiled from the literature on small
groups as well as the growing body of team literature, including
various listings of principles of team delivery, mature team behaviors,
and team processes.

In addition, an instrument measuring team colla

boration developed by Aram and Morgan (1976) provided useful items.
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From this pool, 49 items were selected which appeared to thoroughly
cover the above four knowledge areas.

These items were then sorted

for each area.
A Likert scale format was selected for its ease in administration
and scoring.

The Likert instrument provided a set of five responses

along a continuum representing strongly agree to strongly disagree.
Items with positive and negative response connotations were mixed to
minimize the possibility of systematic response bias.
Following its development the original version of the instrument
was reviewed by a panel of six persons, including graduate students and
faculty with expertise in the area of task related groups or teams.
Feedback revealed that some questions were too involved, were unclear
in their wording or phrasing, and that no information was being collected
on the length of time respondents had been members of the teams.

It was

also pointed out that the instructions should emphasize that responses
should be related to a real team as the referent rather than to some
hypothetical one.
The final version of the instrument included more precise word
ing along with the addition of an item concerning length of team mem
bership.

The latter was viewed as potentially useful in comparing

results between members with different levels of experience.

The in

structions were also phrased to emphasize the actual experiences of .
the respondent, rather than ideal expectations.

In addition, the en

tire instrument was visually shortened by photo reduction from six full
length pages to a three-page folded and stapled booklet.
The finalized instrument contained 59 items.

Items 1 through 14
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were concerned with personal and Interpersonal behavior or attitudes.
Items 15 through 22 related to team environment.

Leadership was

covered by items 23 through 30; and items 31 through 49 concerned
team processes.

In addition, demographic and background data were

collected through nine multiple choice items 50 through 59.

A copy

of the instrument is included in Appendix D.
To empirically validate the Team Knowledge instrument, it was
pilot tested on a criterion group of 20 persons.

Members of this group

were dichotomized on the basis of their responses to questions concern
ing the degree of preparation and team experience into a "knowledgeable"
and a "not knowledgeable" subgroup.

Following the collection of data

from these individuals, their responses to the demographic item 5
(previous team experience) as well as item 6 (previous preparation)
revealed that only five were "not knowledgeable."
Out of a possible maximum score of 245, the mean score for the unknowledgeable group was 143.6.

Of the fifteen "knowledgeable" respon

dents, three could not be scored because they did not complete the
instrument.

The remaining 12 "knowledgeable" respondents had a mean

score of 173.5.

A value of 5.76 was obtained when a T-test was per

formed on these scores.

The two-tailed probability for this value

was .000, with a pooled variance estimate.

With separate variance es

timates, the T-value was 4.52, and the two-tailed probability was .006.
These values indicate a significant difference between the means of the
two groups, which provides some evidence in support of construct vali
dity of the items on the knowledge instrument.
As with many instruments, evidence for the validity of the Team
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Knowledge test can be continuously accrued over time in a variety
of ways.

This study included, as one of its purposes, an attempt to

develop an instrument capable of distinguishing between team members
who are knowledgeable and those who are less knowledgeable about the
behaviors, attitudes, and skills which seem necessary for effective team
work.
The stability of the Team Knowledge instrument was measured through
Cronbach’s Alpha reliability test (Hull and Nie, 1979, pp. 125-126).
Results will be discussed in Chapter Four of the dissertation.

Team Member Performance Self-Assessment Instrument

In this instrument, there were 20 items, designed to assist team
members in the self-assessment of their performance on the team.
Several group performance rating instruments were reviewed, and
from them a pool of 55 items was constructed.

Items for the instrument

were selected because, not only did they relate to small group or team
theory, but also because they reflected team performance or behavior
which related to the four critical areas of the Team Knowledge instru
ment discussed earlier in this chapter.

Linkages were made between

knowledge and performance items because, as indicated in Chapter Two,
the literature implies a direct connection between the two.
Table 5 shows the Team Knowledge critical areas and the Team
Performance instrument items which relate to each of those areas.
Content validity was established through a review of the instru
ment by a panel of 10 persons with expertise in the area of task groups
or team performance.

Each of these persons examined the instrument
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Table 5
Team Knowledge Critical Areas and Related
Team Performance Instrument Items

Team Knowledge
Critical Area

Team Performance
Instrument Items

Personal-Interpersonal

4, 5, 6, 7, 8, 9, 15

Environment

10, 11, 12, 13, 20

Leadership

17, 21

Processes

14, 16, 20

provided feedback on the items.

There was general consensus among the

panel members that the items were relevant, appropriately phrased, and
tapped major areas of small group or team performance.

A few revi

sions were suggested, but none of these included major conceptual
alterations.
Content validity was further enhanced through the inclusion of
items from instruments which had already undergone validation, and
had been used in other studies.

The original instrument was modified

based on the feedback of the panel of experts.

Changes included the

rephrasing of items for greater clarity and the elimination of two
double-barreled items.
A test of reliability was performed following the collection of
the data.

Results of this procedure will be discussed in Chapter Four

of this dissertation.

A copy of the Team Member Performance Self-

Assessment is included in Appendix E.
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Leader Assessment of Team Performance

This instrument was virtually a duplicate of the Team Member Per
formance Self-Assessment instrument, except for some rewording.

This

rewording was necessary to orient the team leader to an assessment of
the performance of the team as a whole rather than of individual mem
bers.

Appendix F contains a copy of the Leader Assessment of Team

Performance.

The Job Descriptive Index (JDI)

Developed by Smith, Kendall, and Hulin (1969), this popular instru
ment has been widely used to measure job satisfaction.

The JDI contains

four scales, each having 18 items, to which subjects respond in the af
firmative or the negative.

The scales measure satisfaction with the

work itself, satisfaction with supervision, satisfaction with pay, and
satisfaction with co-workers.

In this study, it is used to assess sa

tisfaction with the work of the team, with team leadership and with
relationships with co-workers.

Each of these,

in addition to oppor

tunities for promotion and wages or salary, has been determined to be
a critical area in job satisfaction by major writers on job satisfaction
theory.

Hackman (1976) believed that assessment of these job charac

teristics could provide an appropriate measure of satisfaction by using
three scales of the JDI, work, supervision of work, and co-workers.
Another writer also recommended this approach to measuring team satis
faction (Dailey, 1977).

The JDI scales on promotion opportunities and

pay were not utilized because they did not relate specifically to the
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team experience.
The three scales mentioned above (work, supervision of work, and
co-workers) were utilized in this study.

A slight modification was

made in the title of each scale to more accurately reflect the focus
of this study and to enhance its face validity.

The work "team" was

substituted for the word "work," and "leadership" replaced the word
"supervision."

See Appendix G for the revised instrument.

The JDI has undergone extensive reliability and validity tests.
Vroom (1964) states that it has demonstrated an acceptable level of con
vergent and discriminant validity.

Guion (1978) indicates that there is

strong evidence for construct validity.

Some evidence of stability

over time is also reported (Smith, 1969).

General Procedures

Agencies tentatively identified as having teams which might meet
the criteria for inclusion in the study were contacted by telephone.
This was done during mid-March, 1980.

At this time the investigator

indicated her interest in studying human service teams, and explored
the possibility of their involvement in the study.

If there was an

affirmative response, the researcher made a quick verbal check to
confirm the eligibility for inclusion based upon the established cri
teria.

A contact person for each team was then identified.

A brief

description of how subjects were to be involved in the study was then
mailed to these contact persons (see Appendix A ) .

Final arrangements

for the time and place for collecting the data was made in a follow-up
call to these individuals.
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During the first three weeks of June, 1980, data were collected
from all teams.

The researcher personally met with each team in their

work place at a convenient time, briefly reviewed the purpose of her
visit, gave instructions, administered the three instruments to team
members, and conducted a guided interview with the leader.

The entire

time for data collection, using this procedure, was approximately twenty
to twenty-five minutes.

To ensure consistency in the administration of

the instruments, instructions to each team followed a standard format
(see Appendix C).
In one instance data was collected by an agency administrative
staff member.

He was provided with a written

guide

so that he could

duplicate the same verbal instructions used by the researcher.
The three instruments to be administered to team members were
placed together in a packet, and were coded for proper respondent
identification.

The Team Knowledge instrument was administered first,

and took approximately seven to ten minutes to complete.

While team

members completed this instrument, the researcher and the team leader
adjourned to another room, where the Leader Assessment of Team Perfor
mance instrument was used by the researcher as a guide for an interview.
Leader responses were recorded directly on the interview schedule by
the researcher.

She gave leaders the option of completing the demo

graphic items themselves, and several elected to do so.
Upon returning to the meeting room, subjects were instructed to
retain their knowledge instruments, and the team performance selfassessment instrument was then administered.

Subjects typically com

pleted this instrument in five to seven minutes.

It was also retained
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by the respondents.
The JDI was then passed.out to the team members and administered,
taking three to five minutes to complete.

Following the completion of

all instruments, the team members were instructed to place their team
performance assessment and the satisfaction instrument inside of the
team knowledge instrument booklet.

The completed instruments were

then picked up or passed up to the researcher.

Treatment of the Data

As indicated in Chapter One, the research questions posed for
this study concerned the levels of team knowledge, performance, and
satisfaction attained by members of human service teams, and possible
relationships between these variables.

These questions were translated

into the five research hypotheses which are presented below:
1.

The greater the amount of team knowledge possessed by a team

member, the higher will be that member's assessment of his or her per
formance.
2.

The greater the amount of knowledge possessed by a team member

in each of the critical team knowledge areas, the higher will be that
member's assessment of his or her performance.
3.

The greater the amount of team knowledge possessed by a team

member, the higher will be that member's self-assessment of satisfaction
with the work of the team, with team leadership, and with other team
members.
4.

The greater the amount of knowledge possessed by a team member

in each of the critical knowledge areas, the higher will be that member’s
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self-assessment of satisfaction with the work of the team, team leader
ship, and with other team members.
5.

The higher the self-assessment of team performance by a team

member, the higher will be that member's level of satisfaction with the
work of the team, with team leadership, and with other team members.
6.

The higher the mean self-assessment of team members of their

own performance, the greater will be the team leader assessment of
that entire team performance.
Hypotheses one through five were tested by the Pearson productmoment measure of linear relationship.

Hypothesis six was tested by

comparing the results of leader assessments of team performance with
the mean performance scores of the teams.

Team and leader scores were

treated as nominal data, placed into two separate groups of leader
scores and mean team scores, and ranked.

A Spearman Rank-Order Cor

relation measure of relationship was utilized to test for a relation
ship between leader assessments and team member assessments.

Summary

In Chapter Three, the research population, sample, instruments
used, method of data collection, and the treatment of the data have
been described.
This judgment sample was drawn from a population of human service
workers who served on teams in health, education, or social welfare
agencies.

Members of the sample met the criteria for selection which

were specified in this chapter.
Four instruments were utilized to collect the data, three of
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which were developed by the researcher.
consisted of 59 items.

The Team Knowledge instrument

The Team Member Performance Self-Assessment

contained 20 items, as did the Leader Assessment of Team Performance.
Each of the instruments developed for the study employed a Likert scale
format.
To measure satisfaction of team members, the published Job Descrip
tive Index was utilized.

Three scales of this instrument were used,

and their titles were reworded to relate to the team rather than the
entire job.
Data from all four instruments were collected by the researcher
during one personal visit to the team at its work place.

Data were

coded and transferred to magnetic tape for computer analysis.
Results of the data analysis will be discussed in Chapter Four.
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CHAPTER IV

RESULTS

In Chapter Four, the results of this study are described and dis
cussed.

The chapter is organized in the following manner.

First,

characteristics of the instruments are reviewed in relation to the
results of reliability testing.

Second, selected characteristics of

the sample are presented.

Third, results related to the six research

hypotheses are presented.

A summation of the findings concludes Chapter

Four.

Results Related to the Instruments

In the course of gathering data for this study, an attempt was
made to acquire information concerning the reliability of the instru
ments.

Cronbach's Alpha test was used to estimate the reliability of

the Team Knowledge instrument (Nie and Hull, 1979, pp. 125-126).

This

test yielded a coefficient of .61.
The reliability of the performance instrument was also assessed
by computation of the Alpha reliability coefficient.

The value ob

tained from this calculation was .84.

Characteristics of the Sample

Members of eight human service teams comprised the sample for
this study.

The type and composition of each team is described in

Chapter Three.

Cumulatively, the teams provided a total of 38 subjects.
55
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In Table 6, selected characteristics of the team members are described.

Table 6
Selected Characteristics of Human Service
Team Ifembers Participating in the Study

Number

Percent*

Total Number of Team Members

38

100

Sex of Team Members
Female
Male

26

Characteristic

12

61.4
31.6

Age Ranges
20-30
31-40
41-50
51-60

11
13
9
5

28.9
34.2
23.7
13.2

Race of Ethnic Background
Black
Spanish
Caucasian

1
1
36

2.6
2.6
94.7

4

10.5
5.3
15.8
68.4

Previous Team Experience
First experience
One previous experience
Two previous experiences
Three or mroe previous experiences

26

Training or Preparation for Teamwork
No previous preparation
Individual study
Formal classes
Short team seminars or workshops

17
14
19

Length of Membership on this Team
6 months or less
7 to 12 months
13 to 18 months
18 to 24 months
Over 24 months

*Note.

2
6

8

9
7
6

1
15

4.8
44.7
36.8
50.0

23.7
18.4
15.8

2.6
39.5

Percentages may not total 100 percent due to Incomplete responses
or possible multiple responses.
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(Table 6 - Continued)

Characteristics

Number

Percent

Educational Background
12 grade or less
Two year college
Bachelors
Masters
Specialist
Doctorate

2
4
13
11
1
7

5.3
10.5
34.2
28.9
2.6
18.4

Organization Type
Health
Education
Human Services

14
13
11

36.8
34.2
28.9

Professional Field
Artist
Physician
Counselor
Social Worker
Medical Technician
Nursing
Business
Planning'
Teaching
More indicated

1
2
3
4
4
4
4
4
11
2

2.6
5.3
7.9
10.5
10.5
10.5
10.5
10.5
28.9
2.6

Table 6 reveals that there were more women than men participating
in this study.

The modal value for team members’ age fell in the 31-40

range; and racially they were mostly Caucasian.

Most of the partici

pants had three or more previous team experiences and had been members
of their present team for more than two years.
Subjects often had acquired some knowledge about teamwork from
more than one source.

However, 4.8 percent had no previous preparation

at all for their work as a member of a team.
multiple kinds of preparation for teamwork.

Thirty-four percent had
Of these, 21 percent re

ported a combination of individual study, formal classes, and short

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

58
terra seminars or workshops, as their preparation for work on the team.
Team members generally were college educated, with only 5.3 per
cent having had less than two years of college.
was possessed by 18.4 percent.

The doctorate degree

Most of the team members were in health

careers, followed closely by education, and last by human service occu
pations.
study.

A variety of professional fields were represented in the
These included an artist, a planner, and a businessman as well

as the more typical teacher, social worker, or other human service pro
fessional.

Team Member Knowledge, Satisfaction, and Performance Levels

Tables 7 through 10 present selected statistics for the sample in
terms of the knowledge, performance, and satisfaction scores.

Table 7
Scores of Team Members in the Knowledge,
Satisfaction, and Performance Areas
(N = 38)

Area

Mean

Median

Knowledge

163.31

164.25

10.38

188

134

245

Performance

78.92

79.75

7.28

96

65

100

Satisfaction
with Team

36.78

39.00

10.28

49

13

54

Satisfaction
with Leadership

44.31

47.10

10.26

54

26

57

Satisfaction
with Other Team
Members

47.44

51.50

8.62

54

15

59

SD

Range
High Low
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Possible
Maximum

59
Table 7 shows that the distribution of team member scores on team
knowledge and performance were somewhat negatively skewed.

In the areas

of satisfaction with the team, satisfaction with team leadership, and
satisfaction with other members of the team, scores were more negatively
skewed than for performance or knowledge.
Table 8 reveals that similar percentages of the team members ob
tained scores on or above the mean, as well as below the mean, in the
areas of team knowledge, team performance, satisfaction with the work
of the team, and satisfaction with fellow team members.

This pattern

changed somewhat in the area of satisfaction with team leadership, where
a greater percentage of team members obtained scores on or above the mean.

Table 8
Frequencies and Percentages of Team Members with High and Low
Knowledge, Performance, and Satisfaction Scores

Score Level

Knowledge

Performance
Work of
the Team
N
%

Satisfaction
Team
Leadership
N
%

Team
Members
N
%

N

%

N

On or above
the mean
(High)

24

63

23

61

25

66

28

74

26

68

Below the
mean
(Low)

14

37

15

39

13

34

10

26

12

32

In Table 9 similar percentages of team members scored on or above
the mean in the Personal-Interpersonal and Processes team knowledge
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areas.

Percentages of team members scoring on or above the mean in

the Leadership knowledge area were not dissimilar from these two areas.
The greatest percentage of team members scored above the mean in the
critical area of environment.
the mean in that area,

Seventy-six percent scored on or above

while 24 percent obtained scores below the mean.

Table 9
Frequencies and Percentages of Team Members with High and Low
Scores in Critical Team Knowledge Areas

1
Score Level

Personal-Interpersonal
^
%

Environment
N
X

Leadership
N
%

Processes
N
Z

On or above
the mean
(High)

23

61

29

76

22

58

24

63

Below the
mean
(Low)

15

39

9

24

16

42

14

37

Table 10 presents descriptive statistics for the critical team
knowledge areas of Personal-Interpersonal, Team Environment, Team Leader
ship, and Team Process Knowledge.
In Table 10 it can be seen that team members scored moderately high
in the critical team knowledge areas of Personal-Interpersonal and Team
Process knowledge.

In the Team Environment knowledge area, team mem

bers tended to score at around the 50th percentile.

In addition, the

range between the highest and lowest score and between the mean and the
maximum possible score was smallest in this area.
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Table 10
Scores of Team Members in Critical Knowledge Areas
(N = 38)

Critical Area

Mean

Median

SD

Range
High
Low

Maximum
Possible

Personal-Interpersonal

49.65

50.16

5.15

65

38

70

Team Environment

29.94

30.10

2.48

36

24

40

Team Leadership

23.31

23.25

4.67

32

15

40

Team Processes

60.39

60.70

4.16

71

47

95

Relationships Between Team Member Knowledge,
Performance, and Satisfaction

Hypothesis One
The greater the amount of overall team knowledge
possessed by a team member, the higher will be that
member's assessment of his or her performance.
The expected relationship specified in this hypothesis was tested
by using the Pearson product-moment correlation coefficient.

Calcula

tion of this index yielded a value of -.21, with a probability of .11
for 36 degrees of freedom.

Thus, the correlation was found not to be

significant at the .05 alpha level chosen by the researcher.

Hypothesis

One was therefore not supported by the findings of this test.

Hypothesis Two
The greater the amount of knowledge possessed by
a team member in each of the critical team knowledge areas,
the higher will be that member's assessment of his or her
performance.
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The expected relationships specified in this hypothesis were
tested by using the Pearson product-moment correlation coefficient.
Table 11 presents the coefficients which were obtained.

Table 11
Obtained Correlations Between Critical Team Knowledge
Areas and Perceived Performance Effectiveness
(N = 38)

Critical Knowledge Area

Correlation
Coefficient

Probability
Level

Personal-Interpersonal

-.08

.32

Team Environment

-.01

.46

Team Leadership

-.09

.30

Team Processes

-.14

.20

The results indicated a tendency for these variables to be nega
tively related, although none of the correlations were significant.
The significance levels for the obtained values were well above the
chosen probability of .05 for committing a Type I error.

Hypothesis

Two was not supported.

Hypothesis Three
The greater the amount of team knowledge possessed by
a member, the higher will be that member's self-assessment
of satisfaction with the work of the team, team leadership,
and with other team members.
The expected relationships specified in this hypothesis were
tested by using the Pearson product-moment correlation coefficient.
Table 12 presents the findings.
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Table 12
Relationships Between Team Knowledge and Satisfaction Areas
(N = 38)

Correlation
Coefficient

Probability
Level

Satisfaction with the Work
of the Team

.17

.15

Satisfaction with Team
Leadership

.08

.33

Satisfaction with Other
Team Members

.11

.25

Satisfaction Area

Calculation of the correlation coefficients yielded values with
probabilities above the .05 level of significance.

Hypothesis Three

was therefore not supported.

Hypothesis Four
The greater the amount of knowledge possessed by a
team member in each of the critical knowledge areas, the
higher will be that member's self-assessment of satisfac
tion with the work of the team, team leadership, and with
other team members.
The expected relationships specified in this hypothesis were
tested by using the Pearson product-moment correlation coefficient.
Results of the calculations are presented in Tables 13, 14, and 15.
The probability levels for the obtained values were above the .05
alpha level.

Hypothesis Four was not supported by the findings of

this test.
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Table 13
Relationships Between Critical Team Knowledge Areas
and Satisfaction with the Work of the Team
(N = 38)

Critical Knowledge
Area

Correlation
Coefficient

Probability
Level

.20

.12

Team Environment

-.002

.49

Team Leadership

-.007

.48

Team Processes

.09

.30

Personal-Interpersonal

Table 14
Relationships Between Critical Team Knowledge Areas
and Satisfaction with '
Team Leadership
(N = 38)

Critical Knowledge
Area

Personal-Interpersonal
Team Environment
Team Leadership
Team Processes

Correlation
Coefficient

Probability
Level

— .08

.31

.05

.39

-.03

.44

.07

.38
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Table 15
Relationships Between Critical Team Knowledge Areas
and Satisfaction with Other Team Members
(N = 38)

Critical Knowledge
Area

Personal-Interpersonal
Team Environment
Team Leadership
Team Processes

Correlation
Coefficient

Probability
Level

.04

.38

-.11

.25

.13

.21

-.02

.43

Hypothesis Five
The higher the self-assessment of team performance
by a team member, the higher will be that member's level
of satisfaction with the work of the team, with team
leadership, and with other team members.
The expected relationships specified in this hypothesis were
tested by using the Pearson product-moment correlation coefficient.
Calculation of this index yielded the findings reported in Table 16.
The results do not meet the .05 level of significance.

However,

the correlation coefficient of .23 obtained between self-assessments
of performance and satisfaction with team leadership was just beyond
the level of confidence limit set by the researcher.

Hypothesis Six
The higher the mean self-assessment of team members
of their own performance, the greater will be the team
leader assessment of that entire team performance.
The relationship suggested by this hypothesis was tested by
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Table 16
Relationships Between Performance
Self-Assessments and Satisfaction
(N = 38)

Correlation
Coefficient

Probability
Level

Satisfaction with the
Work of the Team

.06

.36

Satisfaction with
Team Leadership

.23

.07

Satisfaction with Other
Members of the Team

.03

.43

Satisfaction
Area

calculation of the Spearman Rank-Order Correlation coefficient using
ranked assessment and performance scores.

The scores and their rank-

ings are presented in Table 17.

Table 17
Comparative Rankings of Leader Assessments of
Teams and Mean Member Self-Assessments

Team

A
B
C
D
E
F
G
H

Leader Assessments
Rank
Score
75.00
77.00
81.00
86.00
98.00
85.00
80.0
88.00

8
7
5
3
1
4
6
2

Mean Team Assessments
Score
Rank
79.25
75.50
75.60
75.40
78.25
80.50
82.00
86.75

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

4
7
6
8
5
3
2
1

67
The obtained rho was .095.

Based on appropriate probability

tables, a rho value at the .05 level must reach or exceed 0.738
(Glass and Stanley, 1970, p. 539).

The rho of .095 was therefore,

not significant, and Hypothesis Six was not supported.

Summary

The results of this study tended to indicate that the total know
ledge scores of team members do not appreciably relate to their per
formance scores.

In addition, team knowledge scores did not appear

to relate to scores in the areas of satisfaction with work of the team,
team leadership, or satisfaction with other members of the team.
When the critical areas of team knowledge were examined and scores
in these analyzed, similar negative findings in relation to the satis
faction areas and performance were obtained.

Correlation coefficients

were not significant with 36 degrees of freedom at the .05 level for
Hypotheses One through Five.
Finally, leader and member assessments of team performance were
compared through an examination of a ranking of their respective scores.
The resulting correlation coefficient was not significant at the .05
level.

This finding did not support Hypothesis Six, that leader and

team member scores would relate to one another.
In Chapter Four the findings of the study have been recorded.
discussion of these results follows in Chapter Five.
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CHAPTER V

SUMMARY, CONCLUSIONS, AND IMPLICATIONS FOR
FUTURE RESEARCH

Chapter Five is organized in the following manner:

summary of

the study, conclusions drawn from the results, contributions of the
study, and implications for future research.

Summary of the Study

The purpose of this study was to examine and describe team know
ledge, performance, and satisfaction among members of human service
teams.

It focused, in particular, on possible relationships between

the knowledge of teamwork possessed by members of human service teams,
and their assessments of performance as well as satisfaction.
In the literature, the team model is viewed by many as generally
being more effective than either assembly line or the independent
worker.

Writers praise the team as being conducive to more intrinsi

cally rewarding and satisfying work experiences.

This positive regard

for team work has led to the proliferation of teams in a wide variety
of occupations, including among them the human services.
Research in the area of task groups or teams has been primarily
focused on the team experience and its effects in certain global ways.
For example, teams are associated with such benefits as reduced staff
frustrations, better understanding among human service professionals
and their clients, and more dedicated, responsive practitioners.

68
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asserted in much of the literature that teamwork improves performance
and satisfaction levels (Rice, 1958; Gyllenhammar, 1977; Arikado, 1975;
Hepburn and Albonetti, 1978).

However, others point out that team

experiences often result in great dissatisfaction, wasted time, and
alienation from the team concept (Buys, 1978; Kane, 1975; Hechinger,
1976).
Studies on team failures reveal that professionals often lack know
ledge and skill in implementing the team model.

This inadequacy is

viewed as being responsible for many ineffective teams (Arikado, 1975;
Boles, 1975; Frank and Hackman, 1975).
Little has been done to conceptualize and measure team knowledge,
or to scientifically assess the ability or readiness of persons for
team efforts.

Thus, this study sought to conceptualize team knowledge,

to measure it, and to describe its appearance in human service teams
in terms of its relationship to performance and satisfaction.
The study population consisted of thirty-eight human service
workers, members of eight human service teams representing health, edu
cation, social work, and community service agencies in the Kalamazoo,
Michigan area.

Each of the participants completed a Team Knowledge

Survey, a Team Member Performance Self-Assessment Instrument, and the
Job Descriptive Index.

Team leaders completed the Leader Assessment

of Team Performance, which was an alternate form of the Team Member
Performance Self-Assessment measure.
formance.

This measured overall team per

All instruments except the JDI were designed by the researcher.

The independent variable in the study was Team Knowledge and each
of its critical areas.

Performance and satisfaction (with the team.
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with team leadership, and with other team members) were the dependent
variables.

Team Knowledge was represented by the total score on all

team knowledge items.

Since Team Knowledge was divided into the four

critical areas of Personal-Interpersonal, Team Environment, Team Lea
dership, and Team Process knowledge, a subscore was also obtained for
each of these areas.
For each participant, scores were obtained on knowledge, satisfac
tion, and performance.

The Pearson product-moment correlation was used

to determine the presence of relationships between a global measure of
team knowledge, performance, and satisfaction.

Relationships between

the four critical areas of team knowledge and performance and satisfac
tion were also computed using this statistical procedure.

Leader assess

ments of total team performance were compared to the mean performance
scores of the leaders' teams.

Relationships between the two were ex

amined through use of the Spearman Rank-Order Correlation.
No statistically significant relationships were found between
global knowledge scores, or between the subscores of the critical areas
of team knowledge, and performance or satisfaction scores.

Scatter-

plots, however, did show a tendency for satisfaction scores to cluster
at the high end of the range, while performance scores tended to fall
within the middle range.

Knowledge scores fell in the middle to

moderately high end of the range.

Conclusions

The expected relationships between global team knowledge, selfassessments of member performance, and satisfaction with the work of
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the team, with team leadership, and with fellow team members were not
established in this study.

The critical areas of team knowledge also

were not found to be significantly related to either team member per
formance or to the three satisfaction areas.
There are several possible interpretations for these results.

The

first is that problems might exist with respect to the reliability or
validity of the instruments, particularly in the case of the indepen
dent variable of team knowledge.

A review of the computer analysis

completed in conjunction with calculating the reliability coefficient
revealed that elimination of certain items would enhance the reliability
of the Team Knowledge instrument.

It is also probable that adding items

of equal type and quality would very likely increase reliability (Kerlinger, 1973).

Content validity could perhaps be improved.

However,

even if validity and reliability were optimally established, other
factors could contribute to the lack of statistical significance of the
findings.
For example, the presence of other variables would, very possibly
moderate any direct relationship existing between team knowledge and
perceived performance, or between knowledge and satisfaction, and
would likely lessen the probability that a measure of direct rela
tionship would prove significant.
Possible moderators of a relationship between team satisfaction
and performance in teams or work groups have been discussed in the
literature (Vroom, 1964; Hackman, 1976).
been inconclusive, however.

Results of studies have

Some support theories of moderating

factors such as motivation, effort, and need for achievement, while
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others provide no evidence for their influence on the relationship
between performance and satisfaction (Chan, 1978; Kanungo, Misra,
and Dayal, 1975).
Considering the absence of findings, in this study, of a direct
relationship between member knowledge level and self-assessments of
performance, it might be assumed that any relationship that exists be
tween the two is of an indirect nature.

For example, it is likely

that, in their daily routines, over a given period of time, team mem
bers perceive themselves as performing at very high levels in some
instances and at low levels in other instances.

Most of the time,

they may perceive their performance as being at moderate levels.

A

self-assessment of team member performance which reflects a perception
of overall performance, rather than that of a single team effort,
might tend to balance out the highs and lows.

In this study, team mem

bers were directed to consider their performance on the team over the
past year (or, if a member less than one year, their performance since
they had been with the team).

The observed trend toward moderate per

formance score levels may represent a central tendency, an effort to
achieve balance in perceptions.

So, the time period about which the

team member is attempting to form a perception of performance effec
tiveness, may affect the type of perception.
It is also possible that very knowledgeable team members might
not see themselves as performing at a high level, if they perceive
the level of knowledge of others to be low, or if they perceive others
as performing ineffectively.

They might believe that their own perfor

mance was being interfered with or negatively affected by the less
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knowledgeable members.

In this case, high knowledge might contribute

to frustration and lowered self-perceptions of the team's performance.
Another potential moderating factor between team knowledge levels
and self-assessments of team member performance is the reward accom
panying team effort.

According to some of the job satisfaction liter

ature, the rewards of a job are reflected in the individual's sense of
satisfaction with the job (Herzberg, 1966; Hackman, 1976).

If in teams,

satisfaction is similarly related to rewards, then satisfaction experi
enced by ,a team member might reflect the rewards of the team experience.
In this study, satisfaction levels were high.

Nevertheless, per

formance was not found to be related to satisfaction for high or low
knowledge members.

If satisfaction is indeed reflective of reward,

then the team members apparently gained substantial reward from their
team experience which was independent of performance.

The findings,

therefore, do not appear to support reward as a moderating factor.
Job satisfaction theory also indicates that task clarity and task
ambiguity are related to job performance (Hackman, 1976).

In relation

to teams, it might also be theorized that the clarity or ambiguity of
the team task, for individual team members, could affect a self-assess
ment of their performance effectiveness, thus moderating the relation
ship between team knowledge and perception of performance effectiveness.
For example, human service team members, charged with a relatively
clear task of identifying the best time for specific community educa
tion classes, might see themselves as performing more adequately than
when charged, somewhat more ambiguously, with developing a five year
plan for improving the coordination of all community education or
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related services in the community.
The researcher believes that in attempting to generalize from
job satisfaction or job design theory to teams, there must be caution.
Although the job satisfaction literature may include useful findings
about moderating variables, these results are based on studies including
for the most part, individuals.

Consequently, conclusions emanating

from the job satisfaction research may not always apply to work groups
or teams.
Finally, although eight teams were investigated in this research,
the lack of significant results might, in part, be related to the re
latively small sample size.

Contributions of this Research

An important aspect of this research involved the development of
an instrument to measure levels of team knowledge in members of human
service teams.

The T-test between knowledgeable team members and those

considered lacking in team knowledge, provided some evidence of con
struct validity.

Not only does the instrument provide a measure of

team knowledge in four critical knowledge areas, but since items are
stated in generic terms, it may be applied to the study of teams or
work groups engaged in a wide variety of professional or non-professional
fields in social work, community education, health, government, industry
and others.

It may aid in the selection of team members; and in the

evaluation of team training approaches.

The team knowledge instrument

also has the potential of being utilized as a tool for identifying
learning needs related to teamwork.
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In this research an instrument was also designed for use in ob
taining self-assessments of performance effectiveness by team members.
This instrument may be utilized to obtain information for working to
ward improved performance effectiveness, by members and leaders alike.
Other researchers seeking to obtain member self-perceptions of per
formance effectiveness might make use of this instrument.
Results of this study suggest that there does not appear to be
a direct relationship between levels of team knowledge and self-per
ceptions by team members of their performance; or between satisfaction
and perceived performance effectiveness.

Researchers can seek to es

tablish whether or not this is true, with teams working under varying
conditions, on a variety of tasks, and with different team member com
positions.

Areas for further investigations of teams have therefore

been delineated as a consequence of this research.
Lastly, this research has contributed to the theoretical know
ledge base of teamwork, an evolving field.

It has set forth a con

ceptualization of team knowledge utilizing group dynamics, task group
theory, socio-technical work group theory, sociology of the professions,
and other areas of the socio-behavioral sciences, including the emerg
ing body of teamwork theory.

Implications for Future Research

Implications for future research on teams emerges from the results,
conclusions, and contributions of this study.

They are listed as fol

lows:
1.

Further work is indicated to refine the Team Knowledge
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instrument to enhance its reliability and validity.

This could include

eliminating certain items and adding others for greater reliability.
It could also include conducting experiments in which, for example, a
treatment is designed to increase team knowledge and then applied to
one or more teams, with subsequent evaluation.
such treatment, would serve as controls.

Other teams, with no

Further information on the

construct validity of the instrument might be obtained from examina
tion of individual scores in the treatment and control teams, in addi
tion to information about the treatment applied to the teams.
2.

Further research should be conducted to identify additional

factors moderating the relationship between team knowledge and per
ceived performance effectiveness.

This could include investigation of

the impact of certain characteristics of team members on the relation
ship between knowledge and individual performance self-assessments.
Among member characteristics examined might be achievement need levels,
motivation to perform, or importance attached to a specific team task.
Member characteristics might also be examined for their effect on the
relationship between knowledge and performance or satisfaction.
3.

The degree of heterogeneity among various team member demo

graphic characteristics might also be assessed in terms of its effect
on the relationship between individual team knowledge levels and selfassessments of performance; and between knowledge levels and satisfac
tion.
4.

Comparative measures of self-assessments of performance when

team tasks vary in clarity and ambiguity, might be made to determine
the effect of task type on perception of performance.

Task type could
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also be studied as a moderating factor between team member knowledge
levels and team member performance, and knowledge levels and team mem
ber satisfaction.
5.

Finally, this study might be replicated, using additional teams,

to determine if sample size influences results, and whether similar
findings hold up for other teams performing other types of tasks.
These implications for future research are only a few of the many
avenues for investigation of teams, their knowledge, performance, and
satisfaction.

It is an area replete with possibilities.
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Sonya Monroe-Clay
Rm. 2102 Sangren Hall
Western Michigan University
Kalamazoo, Michigan 49008

April 10, 1980

I am writing concerning our recent telephone conversation
in which we talked about my research project on teams in health,
human services, and educational settings. You mentioned some
possible teams which might appropriately participate in the
project.
Sometime in late May or early June 1980, I will be asking
members of teams which have agreed to be involved, to complete
brief questionnaires aimed at understanding more about how peo
ple function on teams.
A brief summary is enclosed to provide you with an idea of
the purpose and scope of the study. I will be calling you early
next week to talk further about teams you might know about,
which might be interested in participating in the project. If
you have any questions before then or want to share additional
information, please call me at Western, 383-8052 or at home,
385-3542.

Sincerely,

Sonya Monroe-Clay
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Team Member Knowledge of Teamwork, Satisfaction with
Team, and Member Performance in Selected Health,
Education, and Human Service Teams

SUimiiary of Research Project

Task groups or teams in education, health, and human services have
proliferated over the past several decades. Although they are widely
utilized, there are still major gaps in understanding how to increase
their effectiveness as well as the satisfaction of their members. Lack
of teamwork knowledge or skill is increasingly being considered as a
possible factor in the failure of many teams to realize their potential.
The objective of this study is to provide insights about any possible
relationships between team member knowledge, satisfaction with the team
experience, and team member performance.
Investigation of possible relationships among these three variables
will involve identifying and synthesizing the components of teamwork
knowledge, exploring the concept of team member satisfaction, and that
of team performance as well.
The significance of this research hopefully will be in providing
additional information about the functioning of work groups or teams
in general, and health, human service, and educational teams in parti
cular. It may help to fill some gaps in the existing knowledge about
small task-oriented groups, such as what areas of teamwork knowledge
may be germane to team member satisfaction, and also to performance
effectiveness.
The three areas will be assessed through the administration of
three instruments to health, human service, and education teams in
Kalamazoo. These instruments are the TEAMWORK KNOWLEDGE SURVEY,
currently in the process of development, the JOB DESCRIPTIVE INDEX, a
satisfaction measure, and a TEAM MEMBER PERFORMANCE ASSESSMENT, also
currently being developed. Realizing that the time of team members is
valuable, the instruments are being kept brief, and the entire process,
from receiving instructions to completion of the instruments should
take approximately 25 to 30 minutes.
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INTRODUCTION
Hello, I'm Sonya Monroe-Clay, and I want to thank you for giving
me some of your time today to participate in this research about Human
Service Teams.
You will receive three questionnaires.

One is the Team Knowledge

instrument, the second is the Team Member Performance Self-Assessment,
and the third is a satisfaction instrument called the JDI.

THE TEAM KNOWLEDGE INSTRUMENT
Please read the explanation and instructions carefully.

You should

respond to each item by indicating how strongly you believe you should
engage in that behavior on this or any team.

Answer every question,

even if you have not had a certain experience referred to in an item,
think of your beliefs if you had an opportunity for that experience or
activity.

On page 5, answer all of these questions also.

In this

section. Question 6 is the only one in which you can have more than
one answer.
It should take you 10-15 minutes to complete, if you do not dwell
on each item too long.

Probably your first impression will pretty accu

rately reflect your beliefs or feelings.

TEAM MEMBER PERFORMANCE SELF-ASSESSMENT
Here you are asked to examine yourself and how you perform on this
team.

Read instructions carefully.

This instrument should take about

five (5) minutes.
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TEAM SATISFACTION INSTRUMENT
The JOB DESCRIPTIVE INDEX.
before in relation to a job.

You may have taken this questionnaire

In this study it is being used only to

see how you feel about this team experience, not your entire job.
There are three scales, very brief.

The first is "work of the team."

Focus on your work with this team only.

The second is "team leader

ship," and the third is "with other team members."

Think of how sa

tisfied you are with relationships with other members of your team.
The impoartant thing is to remember that these items refer only to the
team experience.
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Copyrighted materials in this document
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TEAM MEMBER PERFORMANCE
SELF-ASSESSMENT

INSTRUCTIONS
Listed below are twenty descriptions of thoughts, feelings and
behaviors of people on teams. Think about yourself as a team member.
For each item, select the alternative which comes closest to des
cribing your performance on this team. How do your thoughts, feelings,
and behaviors contribute toward team performance effectiveness? Put
an "X" in the appropriate box. Mark only one alternative for each item.
Take just a moment for each item, then move quickly on to the next one.

1.

I try to understand the feelings expressed byothers on
( ) Always

2.

( ) Occasionally

( ) Seldom

( ) Never

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

I contribute to the smooth functioning of this team.
( ) Always

9.

( ) Often

I beliefe that I effectively meet the expectations of my role on
this team.
( ) Always

8.

( ) Never

I trust the members of this team.
( ) Always

7.

( ) Seldom

I am willing to share with fellow team members my thoughts about
what we do on this team.
( ) Always

6.

( ) Often ( ) Occasionally

I communicate ray thoughts clearly during team meetings.
( ) Always

5.

( ) Never

I am aware of areas inmyself where more growth and development is
needed so that I can be more effective as a team member.
( ) Always

4.

( ) Seldom

Members of this team seem to feel comfortable with ray responses
to their ideas.
( ) Always

3.

( ) Often ( ) Occasionally

the team.

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

I am aware of my strengths which enhance my effectiveness on this
team.
( ) Always

( ) Often

(.) Occasionally

( ) Seldom
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10.

I clearly understand the goals of this team.
( ) Always

11.

12.

) Occasionally

()

Seldom

( ) Never

( ) Often

(

) Occasionally

()

Seldom

( ) Never

( ) Often

(

) Occasionally

()

Seldom

( ) Never

Always

( ) Often

(

) Occasionally

( )

Seldom

( ) Never

Always

( ) Often

(

) Occasionally

( )

Seldom

( ) Never

Always

( ) Often

(

) Occasionally

( )

Seldom

( ) Never

Always

( ) Often

(

) Occasionally

( )

Seldom

( ) Never

( )

Seldom

( ) Never

I seek evaluation of my input on this team.
( )

Always

( ) Often

(

) Occasionally

When there is conflict on this team, I work towards its resolution
by the team.
( )

20.

(

Whenever I take risks on this team, it is based on my knowledge
about an issue or situation.
( )

19.

( ) Often

I encourage team usage of a clearcut problem solving model.
( )

18.

( ) Never

I participate in on-going assessment of the efforts of this team.
( )

17.

Seldom

When I do not agree with the direction taken by this team, I push
for my position.
( )

16.

()

When there is underlying conflict on this team, I help to bring
it out in the open.
( ) Always

15.

) Occasionally

I am accepting of the other members of this team.
( ) Always

14.

(

When a decision about a task is reached by this team, I am usually
in agreement with it.
( ) Always

13.

( ) Often

Always

( ) Often

(

) Occasionally

( )

Seldom

( ) Never

I

attempt to assess with the team the impact on its functioning of
its external environment.
( )

Always

( ) Often

(

) Occasionally

( )

Seldom
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LEADER ASSESSMENT OF TEAM PERFORMANCE

INSTRUCTIONS
Listed below are twenty descriptions of thoughts, feelings, and
behaviors of people in teams. Think about the team which you lead which
is currently involved in this research. For each item, select the al
ternative which comes closest to describing the performance of the team
which you lead.
Put an "X" in the appropriate box.
item.

1.

Members of this team try to understand each other's feelings.
( ) Always

2.

( ) Seldom

( ) Never

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

Team members effectively meet the expectations of their team roles.
( ) Always

9.

( ) Occasionally

Members of this team trust each other.
( ) Always

8.

( ) Often

Members of this team work hard toward the team goals.
( ) Always

7.

( ) Never

The team is willing to openly discuss feelings and thoughts about
each other's behavior.
( ) Always

6.

( ) Seldom

There is clarity in the communication of this team.
( ) Always

5.

( ) Occasionally

Members of this team have awareness of team areas in which growth
and development is needed.
( ) Always

4.

( ) Often

When a member of this team makes suggestions, others on the team
are responsive.
( ) Always

3.

Mark only one alternative for each

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

Members of this team consistently contribute to its smooth func
tioning.
( ) Always

( ) Often

( ) Occasionally

( ) Seldom
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10.

There usually is agreement among members about final decisions re
lated to team tasks.
(

11.

()

Seldom

( ) Never

)Always

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

)Always

( ) Often

( ) Occasionally

( ) Seldom

( ) Never

Always ( ) Often

( ) Occasionally

( ) Seldom

( ) Never

Always ( ) Often

( ) Occasionally

( ) Seldom

( ) Never

Always ( ) Often

( ) Occasionally

( ) Seldom

( ) Never

Always ( ) Often

( ) Occasionally

( ) Seldom

( ) Never

Always ( ) Often

( ) Occasionally

( ) Seldom

( ) Never

Members of this team are clear about their respective roles.
( )

20.

( ) Occasionally

This team is involved in assessing the impact on its functioning
of its external environment.
( )

19.

( ) Often

Members seek evaluation of their input on the team.
( )

18.

)Always

Members of this team take risks based on knowledge about an issue.
( )

17.

( ) Never

This team utilizes a strong problem solving model in its work.
( )

16.

Seldom

This team is involved in on-going assessment of its efforts.
( )

15.

()

Those who do not agree with the direction taken by the team, push
for their point of view.
(

14.

( ) Occasionally

When there is underlying conflict within the team; members work
hard to resolve it.
(

13.

( ) Often

Team members are accepting of each other.
(

12.

)Always

Always ( ) Often

( ) Occasionally

( ) Seldom

( ) Never

With respect to the objectives of this team, individual problem
styles are fairly easy to integrate.
( )

Always ( ) Often

( ) Occasionally

( ) Seldom
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VBN

2 VARIABLES, INITIAL CM ALLOWS FOR 2141 CASES
MAXIMUM CM ALLOWS FOR 12317 CASES

END OF FILE ON FILE MONROE
AFTER READING
38 CASES PROM SUBFILE NONAME
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SCATTERGRAM OF

(DOWN)
SATl
(ACROSS) KNOWSÜM

27.22

81.67

136.11

190.56
+

245.00
+----

59.00

59.00

52.44

52.44

*

45.89

45.89
*

39.33

39.33

3*

*
*

32.78

32.78
2

**

26.22

26.22

19.67

19.67

13.11

13.11

6.56

6.56

0
PLOTTED VALUES -

54.44
38

108.89

163.33

EXCLUDED VALUES -

0

217.78
MISSING

VALUES

rori TTWP opi^riTDPn
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- --- SCATTERGRAM ----GIVEN

2 VARIABLES,

SCATTERGRAM OF

INITIAL CM ALLOWS FOR
2547 CASES
MAXIMUM CM ALLOWS FOR 12723 CASES
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(DOWN)
SATl
(ACROSS) PERSUM
11.11

33.33

77.78

55.56

100.00

. + ----- + ----- + ----- + ------+ ----- + -----

59.00

I
I
I
I
I
I
I
I

+

I
I
I
I
52.44

+

I
I

+

+

*

I
45.89

I
I
I
I
J

jj

+

*

*

2*
2

**
*

I
I
I

*
*
***

*

J

*

^

+

I
I
I
I
I

I
I

+

0
PLOTTED VALUES -

22.22
38

26.22

I
I
I
I

*

19.67
*

I
I
I
+

*

13.11

I
I
I

I
I
I
I
I

+

32.78

I
I
I
I
+

I
I
I
I
I
I

I

0

45.89

I
I
I
I

T——————————————— ———————————————

I
I
I
I

6.56

**

I
I
I
I
I
I

+

I
I
I
I

13.11

+
*

39.33

I

J.7 • 0 #

2

I
I
I
I
I
I
I

I
I

26.22

*

*

52.44

I
I
I
I

^

1
I
I
I
32.78

*
*

I
I
I
I
I
I

+

59.00

I
I
I
I

6.56
I
I
I
I
*

.+
44.44

+-

EXCLUDED VALUES -

+

•+

+

66.67

88.89

0

MISSING

+.
VALUES -
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2 VARIABLES,

SCATTERGRAM OF

INITIAL CM ALLOWS FOR
2547 CASES
MAXIMUM CM ALLOWS FOR 12723 CASES
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(DOWN)
SAT2
(ACROSS) TEAML
11.11

.+

33.33

+

+-

.+

55.56

+.

77.78
---+

+

100.00
+.

59.00

59.00

*

*

*

52.44

52.44
**

*

* * 2
*

*

*

*

2

*

2*

****
*

45.89

45.89

***
*

2

*

39.33

39.33

32.78

32.78

26.22

26.22

19.67

19.67

13.11

13.11
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0

+
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*
+—

+

0
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